IMPROVING LEADERSHIP DEVELOPMENT WITHIN U.S. CUSTOMS AND BORDER PROTECTION
The terrorist attacks on September the 11th were a turning point for our nation. We saw the goals of a determined enemy: to expand the scale of their murder, and force America to retreat from the world. And our nation accepted a mission: We will defeat this enemy. The United States of America is determined to guard our homeland against future attacks.
-President George W. Bush Since its establishment, CBP's mission has grown in both scope and size; the agency now has ten component offices with over 58,000 employees and an annual budget of nearly $12 billion dollars. This pace and level of growth presents numerous leadership challenges.
During this period of intense growth, CBP has relied heavily upon existing senior leaders to sustain the agency and be the leaders of change. These senior leaders have been thrust into the vital role of change advocates while CBP works to create programs to develop the next generation of leaders who will be essential to the continued success of the agency.
This paper will focus upon leadership development within CBP. Specifically, this paper will explore CBP's current leadership development policy, its leadership development progress and the implications of these existing processes to the long term effectiveness within CBP. This paper will then compare the CBP leadership development program with other programs such as the U.S. Army and what it does to develop its leadership corps. To provide further comparison from other sources, this paper will examine additional examples of leadership development from non-traditional, highly successful companies in the private sector as well as academic resources in the expectation that this analysis can provide a fresh perspective and develop alternatives or additions to the current leadership development processes in place. Ultimately, the purpose of this paper is to highlight areas where CBP may be able to draw lessons learned from established, successful organizations and refine the current leadership development process within CBP.
Leadership Development Policy
To begin, it is important to establish how we define leadership development. In an attempt to effectively capture CBP's leadership development efforts, the twenty two leadership development programs currently offered by CBP were analyzed and grouped according to the targeted rank levels. Several programs were available to multiple leadership levels and accounted for individually across each rank. As an example, GS-14 and GS-15s could apply to attend the U.S. Army War College therefore; this single opportunity was counted for both GS ranks.
As you can see in Figure 1 , leadership development opportunities within CBP are primarily offered to only the upper most ranks. Concentrating advanced leadership development at the higher ranks within an organization may be logical since those closest to the top of the organizational chart will be the next crop of strategic leaders but there are significant risks to excluding an organization's lower rank structures. There are two main areas of concern with the present leadership development structure: Geerte Hofstede and Gert Jan Hofstede sum up this issue perfectly when they write, "Culture is the unwritten book with rules of the social game that is passed on to newcomers by its members, nesting itself in their minds." 18 It should be noted that while this is being discussed with a negative connotation in this paper, this situation could be leveraged for a positive outcome if a major cultural shift is desired.
Extrapolate this issue out against the whole of CBP and you can then begin to see the ramifications across the organization on a grand scale and the challenges this As with corruption, these same issues directly contribute to issues with employee retention. Employees at all levels have a basic need to feel engaged, to feel valued and offering them opportunities for growth can play a crucial part in that organizational feedback. Ignoring lower level employees or offering limited opportunities for professional and personal growth which are so constrained in number to effectively make then unattainable for the majority of employees can have harmful effects on retention. Greg Smith, a noted author in the field of leadership development states, "For many people, learning new skills and advancing their career is just as important as the money they make. In a study by Linkage, Inc. more than 40 percent of the respondents said they would consider leaving their present employer for another job with the same benefits if that job provided better career development." 20 With declining budgets and the increased costs of rehiring and retraining a new employee, CBP can no longer afford to ignore this growing problem.
There is no denying the up-front cost of increasing leadership development opportunities for the lower rank employees will be higher than maintaining the status quo. However, when contrasted against the long term cost savings CBP will realize with increased employee retention, decreased hiring and training costs and the efficiencies created by increasing the leadership capabilities of the lower rank employees, these savings will more than off-set the initial costs. Of employee retention,  High-quality Soldiers deserve high-quality leaders. This principle is the heart of leader development and breathes life into all aspects of the seven Army fundamental imperatives -training, force mix, doctrine, modern equipment, quality people, leader development, and facilities.
 We recognize as a philosophy that leaders can be developed. While a principle in itself, it is inextricably linked to the philosophy of shared responsibilities among the individual leaders; the schoolhouses, branches and functional area proponents throughout the Army; and the commanders in the field.
 Leader development is cooperative and holistic. The individual officer, unit commanders, mentors and Army educational institutions all share in the responsibility for developing leaders at every level.
As would be expected of such a venerated and established organization, the U.S. Army's literature on the subject of leaders and leadership development is voluminous and presents far too much information for large scale inclusion in to this research paper. The purpose of this section was not to rewrite the U.S. Army leadership manuals but rather, to simply introduce the U.S. Army leadership development model, its core strategy, accompanying domains and principles to better inform the reader and provide influence for framing any proposed solutions.
The INFOSYS Model
When looking for an exceptional corporate model for leadership development and an organization that valued the fostering and development of a strong organizational culture, the desire was to find a company that was outside the mainstream models that are always used for reference such as IBM, GE or 3M. A
company that offered strong, tested foundational leadership development practices yet perhaps was outside the mainstream enough to be refreshing and different. INFOSYS fit that bill perfectly.
INFOSYS Limited was started in 1981 by seven people with $250 and today is
India's second largest IT company and globally recognized as a leader in IT and consulting with annual revenues of more than $6.6 billion dollars. As illustrated in Figure 2 , the INFOSYS model focuses on three main areas in leadership development, Identify, Enable and Nurture. We will take a look at each of these areas individually and examine how CBP may be able to focus its efforts to enhance and increase its leadership development within the lower ranks of employees.
Identify
The primary questions facing any program looking for future leaders are how do we find these future leaders and how do we know what to look for? Hemant Kogekar, the Principal of Kogekar Consulting and frequent contributor to CIO Magazine asserts, "Future leaders will most probably emerge from today's high performing employees." 37 That's easy to say but how exactly do we identify those traits that make up a high performing employee's DNA? The Ashridge Business School, one of the top MBA schools in England, identified intensity, complexity and drive as the three underlying traits found in most successful leaders. From those common traits they developed a list of some of the top characteristic present in those with high leadership potential which can be seen in Figure 3 . These characteristics begin to give shape to quantifiable markers one could identify in a person with future leadership potential.
Figure 3: Characteristics of Leadership Potential
Simply identifying these high performing individuals is not enough however; identification needs to be one piece in a larger, holistic process aimed to develop this raw talent as it is identified.
Enable
When speaking of employee development, the University of California San Diego (UCSD) defines the employee and supervisor responsibilities as "[e]mployees have the principal responsibility for developing their skills, knowledge, and experience. The supervisor's responsibility is to assess, inform, refer, guide, and develop." 38 In nearly all of the professional articles researched for this paper with regard to the topic of leadership development, it is interesting and important to note that the onus of development rests squarely upon the shoulders of the employee. To draw again from the Ashridge model of leadership potential in Figure 4 , potential leaders should exhibit the characteristics of being engaged, self-directed, dedicated, and intent on excellence.
These characteristics have a direct correlation to drive. Drive is the described underlying trait of which is comprised of having intrinsic motivation, commitment and conscientiousness. There exists a natural synergy between the responsibility of the employee to take control of their development and the Ashridge model's assertion that Drive is one of the intrinsic traits found in those with leadership characteristics.
Scott Williams asserts that Self-awareness is an important piece of the enabling process as it "is an essential first step toward maximizing management skills… Selfawareness can improve our judgment and help us identify opportunities for professional development and personal growth." 39 A key element in enabling employees to develop their leadership characteristics and move them down the road of becoming a future strategic leader is enhancing their self-awareness. Providing this self-awareness is a crucial step in the UCSD model of the supervisory responsibilities to assess, inform, refer, guide, and develop. This feedback is tricky however and sometimes uncomfortable. This process is often a difficult one since, no matter where you are at within the chain of command, hearing honest feedback is not always flattering and often times can prove to be difficult to digest. 40 The importance of self-awareness and the power that personal knowledge brings to an employee speaks again to the already recognized limits of the current CBP performance appraisal system.
Nurture
The eternal debate between nature versus nurture in leadership aside, there is an Indian phrase that is often used when speaking about nurturing leadership qualities, "Nurturing leadership qualities during stable times will help organisations [sic] survive the tough times." 41 Throughout this paper and indeed, in many of the research materials used, there is made a grand assumption about these high performance employees with the requisite characteristics to become great strategic leaders. The assumption is that these employees want to progress beyond their current position and aspire to move to positions of greater responsibility. This is a dangerous assumption and one that if not challenged, could lead to trying to force someone into roles and positions that they do not desire which would be counterproductive no matter how much potential that person has. The single best first step anyone can take when they believe they have found someone with leadership potential is talk to them. Open a dialogue and see what they are interested in for their future and whether moving up the ladder is of interest to them and their family.
Application of INFOSYS Model to CBP
As you will recall, the primary characteristics of a high performing employees which are most often found in highly successful leaders are intensity, complexity and drive. These characteristics are certainly important but in and of themselves, they are not enough. Knowing someone has these characteristics is surety of success as a leader. These characteristics need to then be analyzed within the framework of an organization's core competencies, those qualities that they have identified as vitally important for their strategic leaders to possess.
OPM defines the Executive Core Qualifications (ECQ) as "the competencies needed to build a federal corporate culture that drives for results, serves customers, and builds successful teams and coalitions within and outside the organization." 42 They further state that "The Executive Core Qualifications are required for entry to the Senior Executive Service," 43 and define the five qualifications as: Currently, the only available option for CBP to identify and document these leadership qualities is the yearly performance appraisal. For many years however, the human resource world has railed against the value and continued use of the classic performance appraisal model. General consensus of the classic performance appraisal deems them inaccurate, subjective and just plain useless.
Robbie Kunreuther is the Director of Government Personnel Services and a frequent contributor to FedSmith.com. Mr. Kunreuther recently wrote an article about the upcoming federal performance appraisals in which he wrote:
All of these appraisals will focus on a year's worth of performance that will have already passed. According to the late Dr. W. Edwards Deming, a brilliant statistician and management thinker, it is unlikely that all of this time and effort will lead to tangible improvements in the coming fiscal year. He found that past ratings do not reliably predict positive changes for the future.
He went on to write further about the reasons why he views these appraisals lack value:
Most of the appraisals that are coming up next month, however, will be arrived at without much, if any, actual evidence obtained and annotated during the rating year. The late Dr. Deming, however, would be surprised to learn that Federal supervisors and managers commonly lack sufficient documentation to grade employees objectively.
If these appraisals are not being developed upon the foundation of objective, documented observations and performance, what information and factors are then influencing these appraisals? Building then off his assertion that supervisors and managers are producing these performance appraisals without sufficient documentation, Mr. Kunreuther writes:
[s]ubjective ratings are susceptible to factors other than the past year's achievement. They may be unduly influenced by recent events, by personal friendships and alliances, and other biases -most of them unconscious. In fact, numerous studies of the evaluation process have shown that impressions of other people can be subject to any number of "non-merit" factors… Another likely influence will be the "bell curve". 46 CBP's current performance appraisal system is woefully inadequate. For nonsupervisory personnel, the yearly performance appraisal consists of a one sheet, pass/fail rating. When current leaders attempt to find the high performance employees within their ranks, this is the level of analysis that exists, pass or fail. For supervisory personnel, CBP has in place a "multi-rating level DHS Performance Management System" which mirrors much more closely the classic yearly performance appraisal model to include many of the design flaws described by Mr. Kunreuther.
Undoubtedly, this is not how it should be. Performance appraisals were initially conceived and developed with the desire of becoming a useful tool in the supervisor's tool box by which they could enhance their employees' productivity and efficiency.
Tracy Martin with Talentmgt.com fittingly wrote "Ideally, performance appraisals should provide feedback, motivate employees, identify top performers and foster communication. But often, they have the opposite effect." 47 Ms. Martin further described some of the primary flaws she saw with the current performance appraisal system as a training issue. Supervisors and managers are often not properly trained how to effectively assess their subordinates and provide constructive criticism.
Supervisors also tend to give everyone similar ratings to avoid difficult situation and possible litigation issues and finally, performance appraisals are often times, not adequately linked to development opportunities and motivational-reward systems. This leads to the current system where "[a]s a result of these inconsistent and often missed opportunities, performance appraisals thwart the intended goals of the organizations and lead employees to question management and the enterprise." 48 The purpose of this research paper is not to develop a new performance appraisal system. However, it is clear from the research that CBP's current performance appraisal system is ineffective and should be looked at with an eye toward improving the value and feedback it offers both to the employees as well as the leaders who will rely upon them assistance in identifying those employees who have the potential to become the future leaders of this organization. Without this vital tool it is unclear how potential future leaders will be identified and developed.
Additionally, as was discussed earlier in this paper, role modeling or mentoring is one of the most effective ways to nurture a developing future leader and ensure he or she stays on the pathway of progress. This mentorship is only one piece of the puzzle.
Nurturing a promising future leader involves utilizing every available resource to open as many doors as possible and allow this potential to flourish. As we have already covered, CBP has many promising programs, work exchange programs and initiatives available for the senior ranks of management in place. The key will be giving that same level of developmental opportunity to those promising individuals who have yet to attain these ranks in the hopes that by doing so, we will be consequently increasing the numbers of skilled future leaders. Philip Beddows, co-founder of the Silk Road
Partnership and writer for Boardroom Magazine wrote:
[m]y conclusion is that as much well-focused and intelligently thoughtthrough investment as possible should definitely be made in leadership, whether at business schools, through talent and leadership initiatives or via the use of mentoring and coaching. The raw ingredients that are appropriate for each situation, organisation [sic] and culture need to be present, but without the right nurture, management and experiences to add, the talent will never achieve its promise. forever. And I urge you to be that person." 57 For the sake of CBP, we need existing members of senior leadership to take this message to heart. Matching potential future leaders to an appropriate mentor is a vital step in the leadership development process and increasing employee engagement.
Dr. James Harter, Gallup's chief scientist states "In good times, employee engagement is the difference between being good and being great, and in bad times, it's the difference between surviving and not… In good times and bad, low engagement reduces performance." 58 With the current economic climate and budget cuts hitting every agency deeply, CBP must strive to increase its employee engagement at all levels. "When executives are more engaged, they are more likely to develop the managers that report to them. Similarly, when managers are engaged, they are more likely to develop their employees." 59 Through its leadership development efforts, CBP will logically increase engagement, which will consequently increase employee satisfaction and performance.
The mentor relationship also allows for regular interaction and monitoring of progress. This monitoring feedback loop will develop organically through the mentorship process and allow for an enhanced sense of engagement for the employees. This monitoring process will also give the mentor opportunities to provide timely input and chart small course corrections thereby increasing the value of CBP's leadership development efforts.
As has been discussed earlier, succession planning and leadership development is of the utmost importance. Some would say the looming exodus of senior executives, the strategic leaders of today's government, presents us with a critical situation that directly threatens governmental functions. In the June, 2011 report "Preparing the People Pipeline," the Partnership for Public Service, in conjunction with Booz, Allen, Hamilton wrote, By the end of 2015, according to OPM projections, more than 50 percent of the 7,746 senior executives in place at the beginning of 2011 will have left government, taking with them key institutional knowledge and critical skills. This brain drain, as it has been dubbed, could have dire consequences for government and its ability to protect the public's health, safety and security. 60 While this report addresses the senior leader crisis as it applies to the entire government, the situation can also be applied to CBP and its senior leadership. to leadership development; current CBP policy, the programs that CBP currently utilizes to develop their future leaders and an analysis of alternative perspectives, programs and theories. This study was conducted with the desire to illustrate areas where CBP can focus their efforts in a different capacity to achieve great results. This paper examined the U.S. Army leadership development efforts and explored the all-inclusive nature of their NCOES and OES systems while attempting to illustrate how these systems could be adapted to great success within CBP. Additionally, this paper endeavored to explore possible issues with the current leadership development structure and the effects on two primary areas of concern, CBP's organizational culture and climate and employee retention.
Through examination of successful leadership development programs, a case has been made for the creation of a comprehensive leadership development policy for CBP. It should be recognized that CBP has taken steps to develop their future leaders however; they have endeavored down this road without a policy to guide and coordinate their efforts. In a time where federal budgets are shrinking, having a defined policy that clearly defines leadership development as a necessary investment in CBP's future is vital.
On the importance of leadership development, Whirlpool CEO Jeff Fettig stated, "it is the single best investment we make in our company." 62 A 2006 Army report declared, "Leader development is an investment, not a cost." 63 As CBP moves forward with an eye toward the future of leadership, the need for the development of a policy is clear and can no longer be delayed. I will close this paper with a quote from Philip
Beddows which sums up nicely the responsibility we, as leaders of this organization, must bear:
Leaders must provide the necessary environment and opportunity for future leaders to develop and emerge. The words of Sir Phillip Sidney -"A brave captain is as a root, out of which, as branches, the courage of his soldiers doth spring" -may well be amended for today's world to: "A wise leader is as a root, out of which, as branches, the talents of his men and women doth spring. 64 
